the american archivist Vol. 77, No. 2 fall/winter 2014 T he Northwest Archivists, Inc. (NWA) is a regional association of professional archivists, users of archives, and others interested in the preservation and use of archival materials in the Pacific Northwest United States.
1 NWA was established in the early 1970s and has about 200 members, primarily from Alaska, Idaho, Montana, Oregon, and Washington. As with other archival associations, NWA's individual members range from students in graduate-level archival programs to retired professionals. Some members are employed as full-time archivists, some have archival responsibilities as a fraction of their overall workload, and some are volunteers; their institutions range in size from a lone arranger shop to the National Archives and Records Administration. Some members do not work as archivists at all but have an interest in archival work, collections, or repositories. A board of elected volunteers governs NWA.
In 2007, NWA members voted to establish a formal mentoring program. This case study reports on the 2-year pilot phase of the program, including how the program was designed and administered, results of formative and summative assessments from participants, and lessons learned about managing a mentoring program within a professional association. The article ends with recommendations for additional areas of investigation.
Context for this Case Study
Mentoring is traditionally defined as a developmental relationship in which a more experienced person provides support and guidance to a less experienced person. Mentoring goes beyond a teacher-student relationship; mentors can serve as advisers, coaches, sounding boards, cheerleaders, and critics all rolled into one. Effective mentors give those with less experience an opportunity to improve their understanding of practices, to discuss problems, to analyze situations, and to learn from actions and mistakes in an atmosphere that is collaborative, constructive, and confidential. 2 Having a mentor to share concerns with, bounce ideas off, and learn from can increase protégé self-confidence and facilitate taking on a new project or moving into a new role. Mentors can also benefit from mentoring relationships through the satisfaction that comes from contributing to the growth, knowledge, and skills of another individual, as well as through gaining or strengthening skills and abilities applicable to their own work. 3 In 2006, several NWA members seeking mentors from within the association's region approached the NWA president. She tasked a member of the NWA governing board to investigate "whether to institute our own program or to work with SAA [Society of American Archivists] in some fashion to improve its mentoring program to better meet our members' needs." 4 The board member communicated with a number of current and former mentoring program the american archivist Vol. 77, No. 2 fall/winter 2014 coordinators, mentors, and protégés from regional and national archival and library mentoring programs, including the Society of California Archivists, the Society of American Archivists, and several sections of the American Library Association, to learn what did and did not work well within their programs. 5 She also conducted a review of literature within the fields of library science, education, and organization management looking for best practices in designing mentoring programs, with an eye to mentoring programs within professional associations.
Literature reviews and bibliographies produced by Barbara Wittkopf, 6 Lois J. Zachary, 7 and Bonnie A. Osif 8 about mentoring programs were useful starting points; Osif's in particular includes examples of successful mentoring programs in both academic and nonacademic settings. However, articles and monographs about developing mentoring programs largely focused on programs within a specific organization (such as a corporation or a library) or within a peer group working at the same institution (such as internal medicine physicians or tenure-track faculty). Most mentoring relationships described were supervisor-employee, senior employee-new employee, adult-youth, or teacher-student rather than peer-to-peer interactions; many were compulsory; and most assumed face-to-face interaction between mentor and protégé. 
Program Components
In A Step-by-Step Guide to Designing an Effective Mentoring Program, Cohen stated that these questions must be answered before beginning a mentoring program:
• What are the primary goals of the program?
• Who should be targeted as participants?
• What are the objectives of the participants?
• What criteria and procedures will be used to conduct the match?
• What instruments and techniques will be used for assessment? 13 The NWA board determined the program's goals should be to "contribute to the success of NWA members by facilitating individual growth; fostering a sense of community within the profession; encouraging thoughtful and meaningful engagement with issues; and developing competencies that strengthen the american archivist Vol. 77, No. 2 fall/winter 2014 the position of individuals, organizations, and programs in our ever-changing environment." 14 Whereas professional association mentoring programs are typically focused on new members, 15 the board determined that NWA's protégés need not be new members or new to the profession. In fact, NWA membership was not required for either mentors or protégés, though nonmembers would be encouraged to join. While the program did not specifically exclude graduate students, its intended purpose was to establish peer-to-peer relationships between practicing professionals.
The program was facilitated by a committee made up of 3 members appointed by the NWA president to 2-year terms and a coordinator 16 selected by those 3 members for a 3-year term. The program coordinator was responsible for soliciting and accepting applications from potential mentors and protégés, facilitating pairings between mentors and protégés, troubleshooting any issues between pairs, and program assessment. All committee members played active roles in identifying and recruiting mentors and in determining appropriate pairings based on interests and skill sets. The committee chair submitted annual reports to the NWA board and managed the majority of publicity related to the program.
Calls for participation by protégés and mentors were made via the NWA newsletter, Easy Access, email announcements distributed to members by NWA state representatives, and at the NWA annual meetings. A web page with information about the program was created and linked to the NWA website. The mentoring program's website included an overview of the program and its goals, contact information, and application forms (see Appendices 1 and 2) that could be downloaded and either emailed or mailed to the program coordinator. Both formats were received. In their application, protégés were asked to articulate 1 to 3 specific areas on which they'd like to focus 17 and were provided examples of potential focus areas such as the development of a skill, ability, or area of knowledge and understanding.
The NWA Mentoring Program operated in a "pilot phase" between 2007 and 2009. During the pilot, a total of 19 protégé applications were received; 14 mentor-protégé matches were made. Of the protégés not matched, 2 did not respond to follow-up queries by the program coordinator and appropriate mentors could not be found for 3. Committee members actively recruited the majority of mentors, most often in response to a protégé's identified focus area(s) but occasionally based on geographic area. The program coordinator had a telephone conversation with each protégé applicant and each mentor to make or renew a personal connection and to gather additional information about interests and goals. Information from the application forms and personal conversations was shared with the committee during conference calls at which potential matches were discussed. When a potential mentor was identified for a protégé-and agreed to serve-the protégé was contacted, told about the mentor, and given the option of not accepting the match. 18 A reason for not accepting the mentor was not required, but it was encouraged so that the program coordinator could try for a better match in the future. When both the mentor and protégé agreed to a match, the program coordinator sent them a formal email introducing them to each other and providing basic program logistics (such as that they would schedule their own first meeting). Attached to that introductory email was a document entitled "Fundamentals for Success" (see Appendix 3), which listed factors reported in the mentoring literature to increase the chances of a successful pairing. Pairs were matched for a year, but could formally dissolve the match at any time, without giving a reason, by contacting the program coordinator. 19 A critical component of the NWA Mentoring Program was formative (midmatch) and summative (postmatch) assessment through surveys conducted with participants. 20 Both the midmatch and the postmatch surveys were administered via SurveyMonkey and were sent to at least 2 pairs at a time to better allow respondents to remain anonymous to the committee and coordinator if they wished. The surveys used a combination of Likert-scale ("completely agree" through "completely disagree") and open-ended questions. Eleven protégés and eleven mentors received midmatch surveys (see Appendix 4) conducted between 8 and 12 months after their matches began. (Some minor revisions were made to the midmatch survey after the first round.) Eight mentors and seven protégés completed this survey, which was designed, in part, to help the committee gauge the effectiveness of announcements about the program, the procedures being used to make matches, and the coordinator's communication with the pairs.
The program coordinator officially closed each match by emailing the mentor and protégé about 13 months after the formal match was made. The email thanked the pair for participating in the pilot phase of the program and informed them that a postmatch survey would be administered after some time was allowed for reflection. Twelve mentors and twelve protégés completed a postmatch survey (see Appendix 5) conducted between 9 and 19 months after the official end of their match. This survey was designed to gauge participants' ongoing impressions about the program's strengths, weaknesses, and overall value, and to determine whether the program achieved its stated goals.
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Program Evaluation
Although the mentoring program was designed for yearlong matches, only half of the pairs met for a full 12 months. Of the other half, 3 pairs met for 2 to 4 months, 2 met for 4 to 6 months, and 2 had only 1 conversation. Sixty percent of the mentor-protégé meetings occurred by email, 30% by phone, and 10% in the american archivist Vol. 77, No. 2 fall/winter 2014 person. Despite the low number of in-person meetings, most pairs expressed a desire for at least one face-to-face meeting. While most protégés were satisfied with the amount of interaction they had with their mentors, many mentors felt they did not have as much time as they would have liked for mentoring. As one wrote, "The main prohibiting factor from my end was a lack of time. In hindsight I probably shouldn't have volunteered to serve as a mentor given the lack of availability in my schedule."
In matches that ended in less than 12 months, slightly more than half indicated that they had difficulty sustaining the relationship, while a nearly equal number felt that the goals of the mentorship had been successfully reached and the match was no longer needed. Though protégés were asked to list goals on their applications-and all protégés indicated in the postmatch survey that they generally or completely agreed that they had "one or more clear goals . . . that was the focus of our interactions"-only 50% of mentors felt their protégés had clear goals for the partnership. More than one protégé suggested through the survey that they be provided with more resources and examples related to goal setting and working with a mentor. As one noted, "I didn't know how to utilize my mentor. I would have liked more suggestions on how to use the relationship." One mentor offered, "Maybe the mentor could be prompted to ask [about the protégé's goal or focus] if it isn't clear. In retrospect I wish I had asked."
In a "pick as many as apply" question, both mentors and protégés were asked how they perceived the role of the mentors in the match. Of protégés, 42% felt their mentors had served in the role of teacher, although not a single mentor identified their role this way. One hundred percent of protégés and 90% of mentors viewed the mentor's role as that of resource. Thirty-six percent of mentors perceived themselves as advisors and 27% as counselors. In the words of one protégé, "Primarily, it was nice to have an experienced ear who was willing to listen and offer advice. As I am the only archivist at my library, and fairly new to the work, I really appreciated having someone I could trust to give me honest feedback about issues ranging from processing to advocating for my department to upper-level management."
Three-quarters of mentors and 70% of protégés completely or generally agreed that their mentoring partner was a good match. One-quarter of mentors indicated they were unsure if they were a good match; several expressed a desire for more resources about how to be a good mentor. One commented, "We had great conversations but only met about every 3-4 months. In other words, I am not sure if I did an OK job or not."
Postmatch survey results indicated that most mentors and protégés felt that participating in the program was worth their time, and all respondents indicated that they would recommend the program to others. Most mentors and protégés indicated that the mentoring experience contributed to their own the american archivist Vol. 77, No. 2 fall/winter 2014 personal and professional growth, primarily by providing an opportunity for meaningful engagement with professional issues or through a stronger connection to a professional community. When asked if participating in the NWA Mentoring Program enhanced or improved their impression of NWA, 90% of protégés indicated it did. This question was not asked of mentors, but in a survey of NWA members conducted in 2012 as part of a strategic planning process, respondents identified the Mentoring Program as a type of continuing education NWA does well, indicating that the program has support across the association. In the words of one member, "Though I have not participated, I think it's good that NWA has a formal mentoring program."
22
Conclusion and Recommendations
In many ways, the pilot phase of the NWA Mentoring Program was a success. The number of protégé applications received (nearly 10% of membership) indicated both an interest in and a need for a program that connects less experienced archivists with more experienced archivists. Among the program's goals was to contribute to the success of NWA members by "facilitating individual growth" and "developing competencies that strengthen the position of individuals, organizations, and programs in our ever-changing environment." Postmatch survey results indicated that the majority of respondents generally or completely agreed these goals had been met. In the words of one protégé, "Just talking with my mentor about the way she approached problems like mine in her own career and getting her advice was very assuring." Another noted, "My overall experience with this program was wonderful! It was nice to have someone with experience help me to grow in my first official 'job' out of grad school."
Among the program factors that worked well during the pilot was having a program coordinator. Serving as the "face" of the program in terms of direct interaction with applicants and recruits, the coordinator's work provided an overall impression of the organization as well as affecting the growth of individuals within the association. In the corporate environment, program coordination may be included in an employee's job description; in a volunteer-run professional association, the program coordinator must be able to dedicate sufficient time. The NWA Mentoring Program coordinator spent between 2 and 10 hours a month on the program during its pilot. Other factors that worked well included having a mentoring committee to help identify and recruit mentors and to evaluate the effectiveness of the program coordinator, having a "nofault," opt-out option for both mentors and protégés, communicating about the program in a variety of venues, and conducting formal evaluations. The NWA pilot also exposed a number of areas for improvement. Components that should be modified going forward include providing a structured orientation for both mentors and protégés. A formal orientation is a key element of many mentoring programs, especially in the corporate environment. As NWA lacked both the "in-house" expertise and the financial resources to hire a consultant, no such orientation program was developed. But it is apparent from the survey results that providing an orientation to both mentors and protégés at the front end of the match would enhance the overall effectiveness of the program. Identifying and providing access to appropriate publications, websites, and other resources about the mentoring process, as well as creating in-person and/or webinar-type orientations, may be areas in which NWA can collaborate with other archival associations, such as the Society of American Archivists, that also have or are developing mentoring programs. 23 High-quality matches are fundamental to trust and relationship building, and therefore to mentoring program success. In addition to providing mentoring resources to pairs, more targeted questions in the application forms and by the program coordinator may ultimately result in better matches. One protégé noted that the program coordinator should ask "each mentor/protégé in advance of a match about their preferred methods of communication, and be sure to match people who had the same expectations of most convenient ways to connect." A periodic "check-in" with pairs by the program coordinator could also be beneficial. This check-in would allow either partner to seek feedback from the coordinator that could help to maintain the pair match, or indicate a mismatch early in the process. And, finally, a greater diversity of willing mentors (including skill sets, geographic location, and, potentially, ethnic background) would also facilitate more appropriate pairings.
One area needing particular attention is articulating the importance of relationship building. The survey results made clear that sustaining a mentoring relationship over the course of one year was very difficult for most participants. In some cases, this was due to the participant feeling his or her goals were met, but in other cases, the lack of a personal relationship was likely a contributing factor. As Lois Zachary noted, "the key to successful long-distance mentoring relationships is taking time to establish the human connection and develop a relationship." 24 Although not taken into account during the design of NWA's mentoring program, a growing body of literature addresses strategies for success in electronic mentoring (e-mentoring) environments; this literature should be explored for its relevance to mentoring programs where in-person meetings are difficult to arrange, such as within professional associations. Technological tools such as video chat may also help to build more personal connections that could sustain a mentorship over a longer term. However, both the original interest in a regional (vs. a national) mentoring program and the postmatch survey results may indicate a need for NWA to provide more opportunities for in-person the american archivist Vol. 77, No. 2 fall/winter 2014 interaction and networking to enhance both formal and informal mentoring. At the least, the mentoring program should more strongly encourage face-to-face pair meetings. Early match endings likely also point to an interest in shortterm, focused learning opportunities.
Following the pilot phase, the mentoring committee recommended that the program be modified to accommodate short-term "micro-mentoring" pairings. The committee hoped that shorter, more focused mentorships would help protégés better identify a topic or goal to be addressed and would be useful for protégés who had a single, specific need for mentor guidance. For example, "micro-mentoring" might have been a good option for the job seekers who made up a larger number of protégé applicants as the economy worsened. Shorterterm mentorships may also lead to more mentor volunteers; several individuals who were asked to be mentors declined citing lack of time to participate, and others cited a lack of confidence in their ability to assist a protégé with all of his or her goals.
Mentoring program participants unanimously agreed that they would recommend the program to others, even if they, themselves would not participate again. One unexpected outcome of the NWA Mentoring Program is the goodwill the program fostered among the general membership, which includes many individuals who did not participate directly in the program as mentors or protégés. The results of the mentoring program's postmatch survey, as well as the NWA strategic priorities survey conducted in 2012, indicate strong support for an NWA Mentoring Program. Although fostering a sense of community within the profession was a stated goal of the program, enhancing members' perceptions of NWA itself was not articulated in advance. In the words of one mentor, "I believe the Mentoring Program to be an excellent component of NWA and that it reflects positively on the general collegiality which I feel is a major strength of NWA. I appreciate how proactive NWA is and this program demonstrates this in a visible manner." This support is an area worthy of attention by the association's leadership. For example, could missteps or a decision to discontinue the mentoring program result in a negative impression of NWA among the members? Or, conversely, could continuing to refine and enhance the program foster recruitment and retention of mentors and members?
Finally, although the initial function of program evaluations was to help determine whether the NWA Mentoring Program should continue, assessment must be an integral component of the program going forward. Future research should consider the long-term effects of the mentoring experience on the participants as well as the costs and benefits to the association itself and to the profession. 25 Measuring the effectiveness of mentoring across the profession and for different demographics and constituencies would require coordination among the regional and national professional associations, but should provide insights beneficial to each program and to the profession as a whole. Mentoring can be defined as a developmental relationship in which a more experienced person provides support and guidance to a less experienced person. Working with a mentor gives a protégé the opportunity to improve his or her understanding of practices, discuss problems, and analyze and learn from mistakes in an atmosphere that is collaborative, constructive, and confidential.
In most successful mentoring relationships the protégé is able to articulate 1 or 2 specific goals for participation-these might involve the development of a skill, ability, or area of knowledge and understanding. Examples include but are not limited to:
• assistance with development of a new skill/competency 
Appendix 3-Fundamentals for Success
Fundamentals of a Successful Mentor/Protégé Relationship
There are a number of factors which are known to increase the chances of success in a mentor/protégé relationship. These include:
• The mentor understands what he or she wants out of the mentoring relationship. The mentor can articulate his or her reasons for participating and how participation success will be measured.
• The protégé is able to articulate specific goals and expectations for participation. These might include the development of a skill, ability, or area of knowledge and understanding.
• Both mentor and protégé understand and agree that the topics and issues raised in their communication will primarily reflect the career and/or professional development interests of the protégé.
• Both mentor and protégé are prepared and willing to commit the time and energy necessary to make the relationship successful.
• Specific goals and expectations are established at the outset of the relationship (examples: how and when will parties communicate? what skills will be the focus for development?) • Both mentor and protégé commit to participate as partners in a collaborative, interactive relationship.
• Both mentor and protégé strive to develop a relationship built on trust and respect and understand that it may take some time to get to this level.
• Both parties (but especially the mentor) commit to being/becoming good active listeners.
• The mentor is capable of recognizing and understanding protégé strengths and weaknesses in order to help that person, and understands how to balance praise with constructive criticism to facilitate protégé learning and development.
• Protégé expects and accepts constructive criticism as part of the learning process.
• Mentor knows when to let the mentoring relationship end-and may help the protégé find a new mentor for the next phase in his/her career.
• Both parties understand that confidentiality is essential to a productive mentoring relationship.
• Both parties agree up front to a "no fault" termination: the mentoring relationship may be ended at any time by either party without explanation or fault. i was matched with a protégé within a reasonable amount of time after i submitted my application.
i would like more direction from/ interaction with the mentoring Program coordinator after the match is made.
On average I spend the following amount of time per month on the Mentoring Program (including planning for discussions, actual conversations, travel, etc.)
r Less than 1 hour r 1-2 hours r 2.5-4 hours r 4.5-6 hours r More than 6 hours C o m p le te ly a g r e e G e n e r a ll y a g r e e U n s u r e G e n e r a ll y d is a g r e e C o m p le te ly d is a g r e e
the american archivist Vol. The goal of the NWA Mentoring Program is to contribute to the success of NWA members by facilitating individual growth, fostering a sense of community within the profession, encouraging thoughtful and meaningful engagement with issues, and developing competencies that strengthen the position of individuals, organizations, and programs in our ever changing environment.
Please indicate the degree to which you agree or disagree with the following statements:
Participating in the Nwa mentoring Program contributed to my professional growth.
Participating in the Nwa mentoring Program helped me feel more a part of or more connected to the professional community. 
